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FROM PARKS AND

On April 6, 2004, your Board instructedthis office to work with theFire Chief andthe Directorof
ParksandRecreationto reporton: 1) themerits of thetransferof lake lifeguardoperationsfrom
the Parksand Recreation(Parks)Departmentto the Fire Department(Fire) along with a cost
analysis;2) a definition of the dutiesof the lake lifeguards if transferredto Fire; and 3) how the
movewill affect pool lifeguards.

it is recommendedthat the lake lifeguard function remain in Parks. The proposedtransferto
Fire would require additional onetime and ongoing costs to the General Fund, and create
operationalconcernsfor both Departments,which could impede the transferand seamless
operationof the lake lifeguards.

Thecostanalysisassumesthat the proposedtransferwould be basedon currentlake lifeguard
staffing levelsof 38.21 positionsat all threelakefacilities asopposedto the full staffing levels.
The lake lifeguard operationat CastaicLake RecreationalArea, Bonelli Regional Park, and
SantaFe Dam Regional Parkwasfully staffedwith a total of 65.41 budgetedpositions prior to
thecurtailmentof CastaicLaketo addresstheCounty’s projectedstructuralfunding deficit.

CostAnalysis

As detailedin AttachmentI, the proposedtransferof the lake lifeguardoperationto Fire, at its
current staffing level of 3821 lake lifeguard positions, is expectedto result in the following
increasedcosts:

Administrative Overhead
One-timestartup
NCCbackfill (Parks’ revenueloss)

$543,000
375,000
170,000

$1,088,000
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Administrativeoverhead:Fire would chargethe GeneralFund$543,000for overheadcosts
in managingthe additional lakelifeguardpersonnel,which is not currently includedin Parks’
budget. It is not feasibleto transferadministrativepositionsfrom Parksto Fire sinceParks
will continueto requireadministrativesupport to meet its existing recreationalprogramming
needs.

One-timestartup: Also included in this estimateare startupcoststhat Fire would incur for
one-timepersonnelservicesand expenses;equipmentupgradesfor compatibility; vehicle
and vessel maintenance;and minor lifeguard facilities construction projects such as
painting,plumbing, electrical,andgeneralrepairwork (AttachmentI).

Net Countycost (NCC) backfill: Becausethe revenueexceedsthe currentcost of the lake
lifeguard operation,thetransferof this revenueto Fire would result in a $170,000deficit for
Parks(AttachmentI). Parkswould eitherbe providedwith NCC backfill to coverthis lossor
would be forcedto takea servicecurtailment.

Revenue:A major revenuecomponentis the $1.26 million in Flood Control funding for
lifeguard servicesat Bonelli. A separateagreementbetweenFire and the Flood Control
District is necessaryto reallocatethis funding directly to Fire.

Other revenuestransferredto Fire include a percentageof reimbursablestaff hours for
filming and special eventsas well as boat launch, vehicle entry, and swim beachfees,
totaling $2,225,000.This estimatereflectsthe recentBoard-approvedfeeincreases.

Furthermore,the Director of Parksand Recreationhas the authorityto imposetherecently
establishedswim beachfee, up to $2, at all threefacilities beginning next fiscal year, as
approvedby your Board on May 25, 2004. It is uncertainat this time how the beachgoing
public will respondto this new fee. Therefore, the revenueprojections provided in this
report maybe lessthan indicated.

The estimatedincreased cost of $1,088,000 resulting from the transfer will increase if:
1) revenueprojections,suchasthe new swim beachfee to be imposedJuly 1, 2004, do not
materialize;2) Flood Control funding from Public Worksis not availablein thefuture; or 3) Fire
requiresadditional administrativesupportto managethe lake lifeguard personnel. Parksand
Fire indicate they will be unableto absorbany additional cost increaseswithin their existing
budgets.It should alsobe notedthat an additional annualcostof $1,819,000would be incurred
should your Board decide to restore full lake lifeguard operations at Castaic Lake
(AttachmentII).

Operationalconcerns

Lakelifeguard servicesprovided at all threelake facilities parallel manyof the oceanlifeguard
operations;however, therearesomesignificant differencesrelatedto anticipating, preventing,
and effecting rescuesin the oceanenvironment. While Fire’s existing organizationalstructure,
asa public safetyagency,maybe viewed as moresuitableto direct theCounty’s lake lifeguard
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operations, other issues may negatively impact the transfer and seamless operation of the lake
lifeguards.

Fire conducts extensive background checks and medical screeningfor all recurrent and
permanentocean lifeguard applicants. While the medical screeningis the samefor both
organizations,Fire conductsa more extensivebackgroundcheckthat would be requiredfor all
lake lifeguard personnel. In addition, the oceanlifeguardsundergointensive training and are
requiredto possesscertainlicensesprior to final appointment. As indicatedon AttachmentIll,
lakelifeguardsmeetmostof theserequirementsincluding swift water rescue,SCUBA, and P.C.
832 training (power of arrest), but would require additional training in marine fire fighting
provided by Fire. It is possiblethat someemployeeswill not meet Fire’s requirementsand/or
training standards. It is not feasiblefor Parksto absorbtheseemployeeswithin their existing
resourcesshouldthis occur.

Basedon an initial assessment,Fire is concernedthat the curtailmentof lakelifeguard services

at CastaicLake may impact public safety.

DutiesandResponsibilities

Accordingto Fire, therewill be no changeof dutiesand responsibilitiesif the lake lifeguardsare
transferredto Fire. Asidefrom their daily lifeguard duties, lake lifeguardswill continueto patrol
park groundsand boating activities, and respondto emergenciesthroughoutthe park. They
also assist in the routine maintenanceof their assignedlocations including the chlorination
systems.Theywill alsocontinueto administertheJunior Lake UfeguardProgram.

The following describesessentialduties and responsibilitiesperformedby eachof the lake
lifeguardclassifications. AttachmentIll also includesa comparisonof duties betweenlake and
oceanlifeguards.

The recurrentLake Lifeguardpositionsassistin lake patrol and boatmaintenance;provide
surveillanceof an assignedareaof the lakeor beachfrom the lifeguard towers,docks,or
boatdecks;andsuperviseparticipantsenrolledin theJuniorLifeguard Program.

The Senior LakeLifeguard positions,as the leadlifeguards,direct and supervisethe Lake
Lifeguards. This classwill continueto operatepatrol boats;provide launchramptraffic and
crowdcontrol; conducttraining; andmanagetheswim beachchlorinationsystem.

The SupervisingLake Lifeguardsprovide administrativeand technical supervisionto all
lakelifeguard personnel.

The Lake Aquatics Managermanagesthe lake aquaticsactivities and sets the level of
serviceaswell astraining.
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Pool Lifeguards

The proposedtransferof the lake lifeguard operationto Fire will not affect the pool lifeguards
managedby Parks. Pool lifeguardsarerequiredto havethe requisiteskills to preventaccidents
andeffect rescuesin a swimming pool setting. Although underwatercertification is amongthe
requirements,the pool lifeguardsare not trained for openwater rescues. In addition, the pool
lifeguard classificationsare not in the safety retirementplan and are not representedby the
Los AngelesCounty Lifeguard Association. Pool lifeguardsare primarily seasonalpositions
involvedin recreationalprogramming.

Conclusion

We do not recommendthe transferof the lake lifeguard operation, Financially, the proposed
transfer is cost-prohibitive, as it would require an additional $1,088,000for administrative
overheadand onetimestartupcosts. Furthermore,it is anticipatedthat this costwill increase
incrementally if additional issuesarise. The affected departmentshave also expressed
concernsregardingthe operationaland safetyconditionsthat could negativelyimpactthe lake
lifeguardoperation,if transferredto Fire,

The estimatesprovided are preliminary and are based on the information that was readily
availableat the time of this report. Therefore,further refinementwould be necessaryif the lake
lifeguardtransferwereto occur,

If you have any question,pleasecontact me or your staff may contact Debbie Lizzari at
(213)974-6872.
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